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INSTITUTIONAL APPROACHES TO 
_ _ ipOVATIpN CfiMGB.illX; 
THE CONFIGURATIONAL PERSPECTIVE 
ON INSTITUTION BUILDIWG 

By H, S, Bhola* 

Institutions are, undoubtedly^ the building blocks of cultures* 
No wonder^ then^ that la seeking to promote development and modernization 
of societies^ the development elite everywhere have sought to build 
Innovative Institutions. 

Institution building <I-B) has not merely been a dojnestlc concern 
of nations. From as early as the early 1950's^ International technical 
assistance has also sought to donate to the developing nations gifts of new 
Institutions — gifts that^ In the words of a TV coanmerclal, would keep on 
giving. I-B has been a particular preoccupation recently of the American 
technical assistance. In 1962^ for Instance^ the ihstltutlon building 
perspective was formally adopted by the Interunlverstty Research Program on 

Institution Building <IRPIB>, and In 1964 by the Committee on Institutional 

' V 1 

Cooperation (QIC). Apart from these two major^ long-teno programs that 

Included many country projects^ the I-B perspective has also been used by 

numerous smaller projects in various development sectors In many different 

political and cultural settings* Vfhlle official Interest in I-B has waxed 

and waned^ and as International civil servants navo stayed between 

2 

coiomitment and doubt, a considerable body of literature on l-B has 

*H. S. Bhola Is an Associate Professor In the School of Education 
of Indiana University^ Bloomington^ Indiana. 

^Amy G. Mann <ed.) Institution Building^: A Reader ^ Bloomln^ton^ Iitd.: 
lixternatlonal ^Development Research Center^ 1975^ page v. 

\llllam J, Slffln^ '^Institution Building and Development: A New 
Perspective ^" Focus. 1975/1^ pages 30-31. 
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accumulated, I"B has Indeed been a well^documented development experience. 

A stock taking of the experience with the I-B perspective Is now 

under way. The ^ecl^l Program of Advairced Studies In Institution Bui^Wlng^ 

and Technical Assistance Methodology <PASITA^1) established with a ^^UCIA 

grant has, for some two years, had the mandate to review what has been learnt 

from the I-B perspective; and to advance the perspective to make it a better 

tool for ordering, explaining, planning, and strateglzlng for I^B actions* 

A recent PASITAM N ewsletter <No* 4, December 1975) In an excellent capsule 

critique of this perspective, entitled^ "IB: The Changing State of the Art," 

had this to say: 

Here Is what we have learnt In twelve years ^f experience with 
this perspective. 

Lesson 1 — It has helped practitioners Identify and 
address matters tjtiey might otherwise have neglected, especially 
linkages between an organization or project and its environment* 

Lesson 2 — The components of the original IB perspective 
do not identify all the ingredients necessary to useful recipes 
for devising and Implementing social change efforts* Others 
include management, incentives^ communication, error avoidance, 
technology, timing, etc* 

Lesson 3 — There Is no one set of Ingredients for such 
Institution-^bullding recipes, because institution building is 
not one kind of activity: It is the intended outcoine of various'' 
processes . 

Lesson 4 — Given resources, time and environmental toler- 
ance, organizationally bounded technologies are among the easiest 
kinds of action systems to institutionalize.. The results may or 
may not serve development ends. 



^See Melvln G, Blase, Institution Building! A Source Book , Washington 
D, C. : USAID, 1973. Single copies of the Source B oo k are available from the 
International Development Research Center (IDHC)^ Bloomlngton^ Indiana upon 
request* Under Its Program of Advanced Studies In Institution Building and 
Technical Assistance Methodology (PASITAM), IDRC is producing and disseminating 
a variety of research, development and training materials on Institution 
building. 
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Conclusion — The original model was applied and, 
as Its authors Intended, It has been tested. It has 
Inspired useful questions' and helped people organise 
Information. It ha s moved us closer to an understanding 

of ou^ concerns. And the _tlme has coin^ move beyond^ tiLO__ 

models ^ 

To many students of I-B, the I-B perspective has simply meant 
the Esmati model. A detailed review ot the Esnt&n model was conducted by 
Bhola^ under the current PASITAW grant. He concluded that In terms of 
a "historical estimate** the model deserved to get good marks but a 
"current estimate" would suggest urgent new departures. Those Interested 
In a comprehensive delineation oi the Esman model, its paradigmatic 
context^ Its conceptual end definitional structure and In an evaluation 
of its potential for strategic planning should refer to this paper which 
Is being used here as a springboard for the discussion that follows. 

The Grammar of Artlfactual Action 
and the CtiER Model 

2 

Elsewhere, we have proposed a generic grammar of artlfactual 
action for change agents. Artlfactual action Is defined &s action that 
seeks to design^ promote and actualize new social and cultural artifacts 
— metaphors. Ideologies and alternative futures; policies, plans and 
social designs; new patterns of values, attitudes^ cognitions and behaviors; 
new societies, communities and organizations; and new group and Individual 



Bhola^ ''institutional Approaches to Innovation and Change: 
A Review of the Esman Model of Institution Building," January 1976, 
30 + V pages. Accepted for national distribution by the ERIC Clearinghouse 
on Educational Management. 

Bhola, \he Grammar of Artlfactual Action/' August 1975, 
26 pages, ERIC Document: ED 109 830. 
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Identities. ^ Artlf actual action Is both symbolic Invention and t\B 
structure of Its actualization. It's both process and product. 
Artlfactual action thus covers all Instances of praxis by commoners 
as well ag the greats of history. ' 

The grammar of artlfactual action Involves three overlapping but 
analytically distinguishable processes: 

<a') Ordering/Relating 

<b) Typifying/Hypothesizing, and 

(c) Experiencing/Correcting. 

Orde rl ng/Ke 1 at 1 ng : To be able to do anything at all with the 
realities surrounding him, the change agent must engage In an ordering 
of his world. He must throw a perceptual net on the buzzing, booming 
confusion that the phenomenologlcal world typically, presents. Ke uiust 
catch some reality In his perceptual net. To understand Is to structure! 
and to understand, the change maker must structure. To structure Is to 
Include some and to exclude Mich else. It Is to'draw boundaries, to 
reve&l or to ascribe bonds between entitles included within the circle 
of the cnange maker's concern. That Is what we mean by the process of 
ordering . The change agent must also relate himself with the configuration 
of change so ordered. He must, that Is, structure hlTDself Into the 
structure of ordered relationships within the client system. 

Typifying/Hypothesizing ! Once the ordering and relating have been 
done, the change agent must begin to develop typical expectations about 
the social entitles that are part of his ordered reality; and to hypothesize 
about the processes inherent In this particular slice of reality. The world 
of change Is peopled with Individuals, groups^ organizations, cotniTiunltles 
and subcultures. Social and behavioral scientists have studied these 
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social entitles for years and have created a fund of theoretical and 
empirical knowledge that. If properly used, can tell us a lot about 
what to expect in new and unseen situat ions of change. Thase expectations^ 
of course, will be stated In terms not of certainties but probabilities j 
not of predictions but forecasts which will have to be tested in the 
existential future. ^ 

Experiencing/CorrectiW * Finally, both the ordering and the 
hypothesizing must ineet the tests of the real world. Change must be 
experienced as it takes place and existential corrections Tnust be applied 
both to the ways In which the world was ordered and to the typical 
expectations that were developed about it on the basis of social and 
behavioral science knowledge. 

The Grammar of I'-B Actioas 

Even this brief introduction to the grammar of artlfactual action 
should suggest some general approaches to I-B. Por instance: 

<a) The concepts of ordering/relating should point to the possibilities 
of imposing temporal phases or causal chains^n lon^term plans for I^B. 

I 

A structural ordering should "^brlngf to light decisions-making centers, 
^ existing networks of institutions and client groups and publics that an 
institution builder must take in view* A process ordering should indicate 
that I-B often Involves a process mljc of policy making processes, design 
processes, manai?erial processes and instructional and communicotion processes. 
Piiially, ordering and relating; should enable the change maker to pay 
attention to the donor system itself and to the aystems of advice and 
influence to be Xmilt by the dor.or system to achieve >B. 
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(b) The concepts of typifying/hypothesizing should take us away 
from a search for the I-B's Holy Grail, We should not be looking for 
a set of formulas that should work In each I-B project, everywhere, at 
all times. Instead, we should learn to look to social and behavioral 
sciences for Illuminating the general aspects of I-B, and for providing 
us with generalizations that could be transferred to particular situations 
and filled with concrete details in situ. Most importantly, the concept 



of typifying should help us introduce the concept of relativity Into 
the design of I^B strategies. It should give us a conf igurational 
perspective. 

(c) Finally, the third step of experiencing/ correcting of the 
grammar of artifactual action should enable us to look at each I-B 
project as an experiment which is modified through existential corrections 
as the institution builder learns 'fxom his own actions. 

The Configu rational Theory of Innovation i 
Diffusion: The CL^R Model 

The Configuration Theory of Innovation Diffusion (or the CIEH Model) 
s\ipplies the rules of analysis and parsing for the grairanar of artifactual 
action- The CIER model is a systems model translated into the vocabulary 
of change and related to the design and management concerns of the 
change maker and the institution builder. 

It can be written ^s & functional relation as follows: 



H, S, Bhola, "The Conf igurational Theory of Innovation Diffusion," 
Indian Educational Review , Vol. 2, No. 2, January 1976, Pages 42-72. Also 
available as ERIC Document: ED Oil 147. 




^(Inn) 



= f (C,L,K,R). 



8 



pagp 7 

That Is, the dlffuslon^of an innovation Is a function of C 
(conf Iguratlonal relationship [>etwcon the ln<iovator system and the 
adopter system), L (linkages between the Innovator system and the 
adopter system and within each of the two systems, E (environment (s) 
surrounding the two systems engaged In the change transaction) and R 
(resources available to the Innovator system for promoting the Innovation 
and to the adopter system for Incorporating It) # A synerg^tlc optimization, 
of the four variables will increase the probability for a diffusion 
event to occur- 

/ 

A detailed formal presentation of the CLBR model Is not within 
the scope of this paper, and a demonstration of the usefulness of Its 
variables and Its conceptual structure In strateglzlng for I"^B must wait 
until later- It must be stated here, however, that each Innovation will 
activate Its own matrix of conf Iguratlonal relationships; generate Its 
own particular network of linkages; sslect a part of the environment 
with wiilch It would Interact; and Identify Its own sources of support 
and sustenance. Indeed an Innovation by being a particular kind of 
Innovation would determine the opening act of the drama of change — choose 
the first sel of actors and the Initial setting on the stage. The change 
agent would then rtianlpulate the variables C,L,E, and R — to write a 
new script. Introduce new actors, change the stage settings and to have a 
different play* 
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An I"B Innovation can <but may not always) generate sets of 
considerations' as shown In the foUowlng schema: 



J— Systemic — 



I-B Project- 



Governance Policy- 



Political Affiliation 



Social Affiliation 



'Economic Affiliation 



.Institutional Policy 



|— Social Architecture 



-Instrumental- 



'1 



* — 'Techtrlcal Architecture 



Figure 1, A schema showing sets of considerations 
generated by an I-B project* 



An I-B project must look both Inwards find outwards* Looking 
Inwardly^ project directors would find themselves dealing mostly with 
Instrumental considerations^ asking the question: What kind of an 
Instrument the new Institution should be? Of course^ the Institution 
builder will have to deal with the related questions of social 
architecture of the Institution that he seeks to build. 

In looking outside to the environment surrounding I-B, systemic 
questloi^s wlli have to be considered. These will. In turn^ relate to 
questions of governance policy and Institutional policy.^ The 



S, Bliola, *^he Design of (Educational) Policy* Directing and 
Hftrnesslng Social Power tor Social Outcomos^'* Viewpoints . Vol. 51, No. 3, 
May 1975, Pages 1-16* 
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institutional policy question is basically thisr What is^ill the new institution 
or a redesigned institution do to the existing network of institutions? The 
governance policy consideratiojas_musl xeXat«-to-what--t-h€--ner-iTisrtltxrtloii 
will do to the existing equilibrium of political, social and economic affilia- 
tions^ of the power elite, the organizational elite and the publics? 

Institutional Interventions; 
A Process Ordering 

In the preceding, we have talked of a time ordering and a structural 
ordering* Structural ordering, in turn, will involve ordering of both 
entities and processes* 

Ordering, as we have indicated before, is throwing perceptual nets 
on the phenomenologlcal world to catch reality fish. These nets are, of course 
made of conceptual threads woven on the theoretical loom* The theoretical 
loom could be anthropological^ sociological, political, economic or psycho- 
lopical* One could thus do an anthropological ordering, a psychological 
ordering, a moral ordering or a praxiological ordering of the world* 

Institutional Approaches to Change Versus I^B 

A process ordering of the universe, described in literature with the 
catch*all phrase "tte I*-B perspective,*' suggests that this universe may be 
hotter delineated in terms of three concurrent, coupled, yet analytically 
difstingaishable processes, as follows; 

(a) Institutional Analysis 

(b) Organizational Design, and 

(c) Institution Building . 

^For an elaboration of full and partial affiliations and a discussion 
of affiliation modes see S. Bhola, "Notes Towanis a Theory: Cultural Action 
as Elite Initiatives in Aff iliation/Exclusion, " viewpoints . Vol* 48, No* 3, 
May 1972^ Pages 1-37* 



page 10 

Institutional Analysis 

A conception that relates power, policy making, Institution building 
and social change processes as various aspects of the same human urge for 
praxis should be useful here to see I-B processes In a proper perspective.^ 
The elite, to fulfill their urgo to make interventions in the world around 
thent, seek nc* social outcomes. These they Justify by reference to new 
systems of Ideafi, in other words, new ideologies. These ideologies are 
sought to be given practical forms within particular socio-economic contexts 
through policy making behavior which is basically a political process. The 
objective is to give new directions to social power inherent in the society 
to bring about new social outcomes. While policy making behavior gives 

dire ction to social power, I-B behavior harnegses the power being generated 
i 

and directed. To coalese indiviaual purposes into a collective will, to 

assure the execution of this collective will systematically and with 

2 

continuity, institutions have to be created* That is the real significance 
of institution building in the overall process of cultural action. 

Institutional analysis is thus one-half of the process of policy 
analysis, the other half of that process being political analysis . Since 
policy design is, essentially, directing and harnessing social power for. 
alternative sociaO^ outcomes, any policy analysis must take into consideration 
the calculus of new distributions of power (political analysis) ; and the 
development of new systems of action (institutional analysis) necessary 
for actualizing policy initiatives. 

Hi. Bhola, *^he Design of (Educational) Policy," Og. Clt. 

In the literature of I-B, aa institution is an organization that 
grew up; that is, it became institutionalized. We will stick to a similar 
usage of these terms in this paper. 



ERLC 
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As part of an Institutional analysis, questions such as the following 
imjst be asked: IVh&t are the social, economic or eflucatlonel policy goals 
as stated by the power elite of a society? Does the achievement of stated 
policy goals Involve clear-cut Institutional mediation? Do needed instl" 
tutXons already exist within the, social system? Vflll those existing Insti- 
tutions need adaptations for them to achieve new policy purposes? Or will 
brand new organizations have to be designed and Introduced into the society? 
In other words, Is an Institutional approach a necessary part of the 
development strategy? If so, what Institutional prescriptions might be 
appropriate? 

Or^ftnlgatlonal Design 

Organizational design Is the process of designing roles , and rules 
for relating those roles to create a system of action with a certain set 
of obligations to the environment and resources to fulfill those obligations. 
The process of organizational design may be seen as a rational-^ technical 
process of blueprinting formal organizations* 

Questions that Interest an organizational designer are these: 
What activities must be carried out by an organization to fulfill its 
obligations to the environment? \Vhat material and social technologies 
will be used in pursuance of those activities? What tasks must be performed 
and what would be the logical patterns within which those tasks could be 
organized? What roles might be invented to perform clusters of related 
tasks? What niles must be designed to relate those roles in a functional 
structure of command nnd cooperation? What kind of a "living system" might 
growyon the technical system and how some of the typical problems of a 
livin^^ system might be tackled as part of the blueprinting for organizational 
dosign? 

1:j 
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Institution Building 

institution building is a process that can be best described as 
an orgaaizat icnal launch into the institutional space of a social system . 
As contrasted from i>rgani rational desiga which we have described above 
as primarily being a rational- technical process, institution building 
must respond to logic of socio-political processes. I7B involves the 
entry of a neifr organization into tffe existing institutional network of a 
society, inevitably, requiring systemic adjustments with those institutions 
and involving both competitions and collaborations- At some "stage, I-B 
must also tend to the building of exchange and interdependency relationships 
with client systems and other pul^lics* 

The questions of concern for an Institution builder are these: 
What existing institutions will, sooner or later, becocie involved in 
transactions with the new organization? What linkages might be used by 
the organizational elite in making those transactions? What will be the ^ 
resources available and what kind of competition for resources will exist? 
How might the general environment in the society and specific support from 
client publics be used to promote institutionalization of the new organization? 

^ Institutional Interventions: 



A Praxiological Ordering 
Human action and conduct, including 1-B action and conduct, do not 
take place withir^ pure analytical categories. The practitioner's world is 
defined in terms of projects and programs; and one particular project or 
program may include -a multiplicity of tasks including what we have called, 
institutional analyBis, organizational design and institution building. 
Again, those tasks may bo undertaken by a group of modernizing elite in 
a Hocioty independently; or may be undertaken by them with assistance from 
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outside tbe country under some arrangeiuent of technical assistance* 
Agaln^ In one case an I-B program may Involve updating of pre-existing 
Institutional entitles; In another, it may mean Inducing completely new 
organizations within the society. 

The schema on the next page delineates the many different concerns 
that must be part of designing Institutional approaches to change and 
refers to the setting? In which those design tasks mlgtit be performed. 
Looking at the real and concrete world of institutional Interventions \ 
for modernization and development, one Indeed comes across a multiplicity 
of situations each ^equirln^^, a somewhat different level of response and 
a different set of strategies of intervention. For example, the follow- 
Ittg Instances of Institutional Int^irventlons have been seen to occur: 

1. Organizational articulation 

Z * Reorgan Ization 

V 

3. Structural Innovation within a pre-exl5tln^ organization 

4. Organization development 

5. Organizational renewal 

6* Innovation of the total organizational Identity 

7. Organizational design and Installation of the newly 
designed organization within an existing Institutional 
network 

S. Institutional transfer across cultures 

f 

9. Organizational dlsposial* 

Organizational Articulation : One form of organizational Intervention 
may be described as organizational articulation* In this type of situation, 
existing organizational goals may be restated for emphaslsj existing but 
dormant criteria of performance may ho recounted; existing rules, regulations 
and codes niay be pronounced anew ^ind more strictly enforced* The need for 



Figure 2« Delineation of task and setting combinations involved in 
Institutional approaches to change 
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organizational articulation may arise In a sltutatlon of Internal crisis 
or outside demand for accountability; or merely as a consequence of 
executive succession within an organls^atlon. 

Reorganization : Organizational change through reorganization is a 
most frequent phenomenon. Existing units of an organization may be 
broken into parts and then combined to form new divisions* At best, 
reorganization may involve a rationalization of work, and ellmlnstlon 
of wastage- At its worst, It may merely reflect a power struggle between 
the various organizational elite* In the latter case, reorganizations 
may not contribute to efficiency but may Instead Introduce insecurity 
and fear into the organizational climate. 

Structural Innovation : Sometimes the reorganization may Involve 
genuine structural innovation leading to the creation of new organizational 
entitles unlike those existing before* Examples would be the creation of 
a new state department of public information by bringing together the 
information functions (and related staffs) from other existing state 
departments; the creation of a new teacher education division in a school 
of education b^ bringing together resources from departments such as 
elementary education, secondary education, science education, and social 
studies education, all of whom may be presently engaged in the teacher 
education function. Such reorganizations are not inerely subtvactlve and 
additive. They Involve new assumptions about organizational obligations 
to the environment, new response patterns, and new identities for the 
reorganized structures rind hence involve genuine I-B processes* 

Organization Development ! Organizational developinent is change 
directed at the human architecture of the organization, it is an approach 
to lubricating the social (system of an organization to develop cohesive 
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groups go that the tasks of the organization can continue to be 
satisfactorily performed* The organizational participants learn to 
deal with feelings as facts, to accept other people as they are, and 
to negotiate roles with each other within the organizational setting* 
A healthy organizational climate results where feelings do not confound 
decision-making processes and the efficiency of the technical system 
of the organization Is not lowered- 

Organizational Renewal : Organizational renewal aay be seen as 
creating a set of conditions within an organization that would permit 
the organizational elite and other participants In the organization 
to engage in a dispassionate re-examlnatlon of organizational goals as 
well as of the organizational structure established to achieve those 
goals. Since John Gardner first talked of organizational renewal, 
different sets of conditions for organizational renewal have been 
suggested, among them, organizational responsiveness, organizational 
adaptability, organizational health and problem-solving capacity of 
organ l^atlons. 

Innovating Organizational Identity : Organizational renewal iiiay 
sometimes Involve a total abrogation of existing organizational goals 
and a systematic Incorporation of new ones* Such a process of 
organizational change could be best described as Innovating a new 
organizational Identity* Examples would be the making of a "development 
administration" out of a "law and order bureaucracy;'* or the upgrading 
of a service organization Into a knowledge-based R&D facility*^ 

1 

A study that documents a case of Innovating an organizational 
identity Is Bhola^ The; India Education Project! A Case Study of 

Institution Building and Organizational Conflict , International Development 
Research Center^ Indiana University, Bloomington, Indiana* 1975* Pa%es 
100 + )cv - 
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^ OrgaRlzalioRal Design and I^istallatlo n : Some Instances of organizational 
change could be best described as Involving det^ien of brand new organizations 
ab Initio ' and their launch Into the existing Institutional space of a society. 
The design of a new national Institute of audio- visual education and Its 
Introduction within a traditional system of education would be an Instance 

of this category of organizational change. In the preceding we have 

( 

described the launching part of tbls process as I-B proper. 

Institutional Transfer : Institutional approaches to development and 
modernization nay often Involve Institutional transfer across ailtures. 
The new Institution may Involve new functions, new ro^les, new technologies, 
new structures and new norms for It to take root within \a new cultural 
setting. Introduction of the parliamentary systen of government Into an 

i 

erstwhile colony, with no earlier experience with th%s type of political 
pattern, would be one example. Another would be the establishment of a 
land-grant agricultural university within a new cultural setting, as, for 
exatinpXe, In India. Understandably, the distinctions between "organizational 
design and Installation** and "institutional transfer'* (and between some of 
the other categories) are not watertight. They are, nonetheless, .useful. 

Organizational Disposal : If we accept the utilitarian view of organizer 
tlons Implicit In the Institutional approaches to fievelopment and modernization, 
we must then also entertain the possibilities of organizational disposal after 
organizational goals tiave bee^ achl«»ved. There may Indeed be great merit In 
organizations to self-destruct^ after their missions have been completed. 
Organizational disposal may sometlnes Involve a complete disbanding (Involving 
a multiplicity of Important human problems); or it may Involve giving the 
or^Bnlzatlon both now sponsorship and now functions^. 
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All these various Instances of organizational change 3nay take place 
In intra- national settings or i^^lthln the diplomatic settings of technical 
assistance. Agaln^ under some situations the Institution building tasks 
may get translated Into generating and protecting the growth of what are 
called voluntary associations. The objective^ there would be not to^ build 
new formal Institutions ^ but to promote local Initiative and the use of 
existing grassroot structures and associations. 

As can be seen from 'the preceding, there are no pure cases of I^B 
AB we have defined the process. In the real world of action, 1*^3 Is 
confounded by both organisational deelgn problems and questions of Insti- 
tutional analysis. In the following sections^ we will arbitrarily separate 
I"B from the other two processes to suggest Intervention strategies of 
relevance to I-'B In particular. Insofar as I-B must relate to the social 
architecture of the organization It Is launching and to the prior consider- 
ations of the politics of Institutional analysis, some of the I-B strategies 
must relate to these two processes as well. The (question here then Is of 
focus^ not of exclusion. 

The Essence of Strategy 

X 

'strategy' Is a term borrowed from the army. The dictionary defines It 
as the ^Wt of so moving or disposing troops or ships or aircraft as to 
Impose upon the enemy the place and time and cc^ndltlons for fighting preferred 
by oneself.'' In terms of the CIER model^ strategy means developing such an 
optimal mix of C,L,K and R that the probability ctf a change event occurring 
will be Increased. 

\he Concise Oxford Dictionary {5th Edition). 
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Strategies and Decision Making Paradljnns 

There are two general paradigms of decision making discussed in the 
literature : (l) Comprehensive/Prescriptive (C/P) ^nd (2) Incrementa 1/ 
Remedial (I/R) , The C/P paradigm is a planning paradigm to be used by 
participants in the decision process when making decisions that are based 
on their perceptions of collective welfare and, in an ideal foo, must 
involve complete knowledge ot the states of affairs, understandings of 
relationships between ends and means, availability of criteria for choices 
between possible alternatives and of effective inethods of intervention to 
obtain chosen ends. The l/R paradigm is a political paradigm used by 
participants in the decision process to negotiate decisions based on their 
self-interest while they redefine goals, discover new information as well 
as possible alternative outcomes, and nniddle through problems by trial 
and error. The CI£R model can be used to develop strategies in the context 
of both the types of decision- ma king paradigms* Also, it can be used both 
by innovators and by adopters, by innovators to promote change and by 
adopters to make enlightened decisions about adoption or rejection. 

Strategizing and Power 

The question can indeed be asked: what are we really doing as we engage 
in strategizing? vrhat is the essential purpose of manipulating conf igurational 
relationships and linkages, of environtnental design, of resource choice, 
allocation^ and management? The answer is this: it is simply to take actions 
that will enable the change maker to so organize power distribution within 
the system that he can aggregate to himself more power than a competitive 
change maker where one exists; and yet have enough power left to be able to 

^Prank A, Schmidtlein, ^'Decision Process Paradigms in Education, 
Educational Researcher , Vol. 3, No. 5 (May, 1974), pp, 4-11, 
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neutralize the Inertia of the client system* Or it is to so organize the 
social dynamics that each party Involved In the change transaction can make 
more satisfying power transactions than It was making before* Particular 
power distributions and power potentials Inhere In each social situation; 
and various currencies of power (money, Influence^ Information^ resources^ 
Ideological commitment t coercion) are exchanged* Different currencies 
of power are Indeed used by different change makers* In doing so^ some 
change makers may spend relatively more energy and make the change process 
educational; other change makers may save energy <at least In the short 
run) but may make the change process somewhat manipulative*^ * 

Strategies and Values 

The preceding should bring us to the realization that etrategiziug is 

Indeed a process anchored In values* Different people working from different 

value premises may develop different conf igaratlonal maps, ^o different 

linkage typings and may draw lines at different places about the manipulation 

of the task environment or deployment of resources* Again , they may use 

different means to achieve their ends* '*Some things are simply not done/* 

they might say. They may willingly fail now^ to succeed later. Others may 

fall In the long run by succeeding now at any cost. The point Is that two 

different value orientations^ In the same one situation^ would give us two 

<31fferent sets of- strategies* 

It should be clear that the CIER model, while It Is an ftnglneerlng 
* 

model does not prescribe? that the ^ange agent should engineer to be manlpu- 

latlveit The model can^ of course^ be used also by those change agents who 

. 

^For an elaboration of these Ideas and of the possibilities of developing 
a "soclophyslcs/' see H, S, Bhola **Power: The Anchor of Stability, the Lever 
of Change/* July 1975, 26 pages. Accepted for national distribution through 
BRIO Clearinghouse on Educational Management* 
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use educatloaal strategies; who vant to work with people and not work on 
people. Such change agents would be candid about goals anpi open about 
both means and ends. They would negotiate and educate rather than threaten 
and manipulate. 

On the Need for Being Perceptive 

All this talk about ordering, hypothesizing, experiencing and 
strateglzlng Is useless unless the person engaged In praxis Is himself a 
perceptive Individual. To know Is one thing, to know about is another. 
One may even know and yot fall to respond to existential events. A person 
may know and know about nonverbal language, about games people play and 
about human communication In general but he may be completely Insensitive 
to what his colleagues are trying to tell him and what effect his behavior 
Is having on them as he goes merrily about dropping bricks on every tender 
toe around. In other words, soxm Individuals may know a lot about perception 
theory and research but their own perceptual equipment may not be suitably 
discriminating to the stimuli It receives. 

To be perceptive Is to be knowing, observant, sharp, discerning, 
penetrating, sensitive, sympathetically understanding and Insightful at the 
fisame time. In other words, to be perceptive one naiet have both knowledge 
and self-knowledge, laced with sensitivity and quickness of the mind. Can 
one develop perceptiveness as a change maker? If we believe In education, 
and In the training of the institution builder, we must accept the possibility 
of an "education for perceptiveness." For the Institution builder such 
education must Involve considerable knowledge of social and behavioral sciences 
and the ability to theorize about real behavioral events, without a hardening 
of the categories setting In . It jilso means that the Institution builder must, 
as part of his education for perceptiveness, acquire better social skills to 
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deal with others with honesty and authenticity* More Importantly, the 
Institution builder must acquire self-knowledge: clarify his own values, 
raise his own level of awareness, examine his own motivations and hang ups. 
Then he can act on the environment and strateglze for I-B. Institution 
building Is not foolproof. 

Conf Iguratlonal Relationships ; 
Definitions, Elaborations and Applications 
■ In Strateglzlng 

So far WQ have talked of a generic gratmnar of artlfactual action; 
and suggested that I-B^ as an Instance of developmental action^ should 
be subject to the rules and principles of this grammar. We have ordered 
the universe of Institutional Interventions to Include three concurrent 
but coupled processes and shown nine different possible "ordering by 
objectives" of situations wherein Institutional Interventions of some 
sort could bo made. 

Let us now return to the CIER models Introduced before as a tool 
for analysis and parsing of change episodes, using our generic grammar. 
We will deal now with the four.Jfarlables C, L, E and in turn. In each 
case, we will begin with the necessary definitions and such elaborations 
of the conceptual structures as may bo necessary to onuure understanding. 
We will then show posslbre applications of the variable In question In 
developing strategies for I-B, 

Configurations and Conf Iguratlonal Relationships 

The CI^R model Identifies four configurations Individual, Group ^ 
Institution and Culture (or Subculture), Any or all of these four 
configurations can function as Innovators (or Initiators) of change or as 
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adopters of change* Thus slxtoen configuratlonal relationships are 
possible* As the following graphic presentation would Indicate, seven 
of these conflguratlonal relationships are related to institutional 
changes: 
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Figure 3. Sixteen con^gurational relationships 
covering all possible innovator-adopter transactions. 

i 

V\rhile it is possible to think of change taking place within the 
format of any of the above conf igurational relationships, it is 
actualized only at the individual level. That is, molar change (as in 
chemical reactions) materializes in and through molecular changes. 
This fact about tho dynamics of chango must be kept in mind. 

Configuration Mapping 

We have suggested that oach innovation as an entity would gonerato 
a particular set of considerations which a change agent uiust keep in mind. 
There will be systemic considerations covering both institutional and 
(governance policy Issues. Governance policy will, in turn, raise questions 
about new distributions of power, statuses and economic goods, lncludln{; 
educational goods. It will also generate purely Instrumental considerations 
and questions about role design and tho social organization for working 
with the inncvation* Thus, for each innovation there will be particular 
conflguratlonil relationships that would get activated (or havo the 
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potential to get activated^ among and between Individuals, groups^ 
Institutional units and subcultures. In other words, each Innovation 
would como with a particular potential for creating system disequilibrium 
and will be contained within an overlapping system of Interferences that 
would generate recognizable boundaries for the change transaction. 

The preceding discussion can be translated into the concept of 
"configuration mapping" which is defined as the process of identifying 
configurations, big and small^ formal and Itiformal^ within and without the 
boundaries of the configurations directly Involved, as innovator<s) 
and adapter(s) in a change episode; and of i>resentlng, graphically, their 
relationships in -terras of structural bonds, locations in systemic space, 
hierarchy, end mutual e:cpectatlons of Influence and compliance established 
by custom, tradition or law. The first task for an institution builder, 
we suggest, should be to develop a conf Iguratlonal map of the universe in 
which his plaaned change intervention will take place* It shoulcl be clear 
that confl^ratlon mapping is ordering at the operational level* 

The act of configuration mapping should ineke the following possible 
for the institution builder; 

1. Identification of the Configurations Involved ; The institution 
builder should be able to develop a preliminary list of individuals, formal 
and informal f^roups, institutional structures and networks, and finally 
subcultures tliat raay potentially ^ct Involved, lu some way, in tlie change 
episode. This process of identification will Involve theoretical knowledge 
of the typical to bo e:cpected and emplr 1 ca 1 know led ge of the e:clstentlally 
present in a particulate setting. Such llgts of configurations should be 
undergoing constant evaluation and review* 
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2, Orderlag of Coaflguratlonal Relatloashlps : Tho Institution builder 
should also be enablod to develop an ordering of conflguratlonal 
relaltlonshlps and thereby an ordering of the reality lie would be dealing 
with. This ntust Involve geometrlgatlon of conflguratlonal relatlonsiiips 
In terms of boundaries^ overlaps, planes, and Intersections to obtain 

a spaclal and structural ordering. A time ordering will, similarly, 
articulate time-chains, phases, and cycles In the chang^' episode. 

3. Focusing on the Innovator System: The Other Half of the Change 

Transaction ; Often Institution builders and other change agents focus 

on the adopter system and not at all on the Innovator system. Tlie 

innovator system Is somehow not seen as entering the Interactive process 

generated by I.B. The operational dynamics of change^maklng is, thereby, 

misunderstood « Strategies that might relate to the design of Innovator 

* 

systems and to developing collaborations with technical consultant, get 
neglected. The physlclW seldom thinks of healing himself. 
^* Separation of the Techalcal and the Sociopolitical Tasks : Conflgur 
atlon mapping should enable the Institution builder to separate the 
purely technical tasks of Inventing roles, maklni^ blueprints and developing 
organizational designs from the sociopolitical tasks of Implementation ^ 
and Incorporation within Institutional settings. At the same time, the 
process of separating the technical from the sociopolitical should make 
the Institution bulld^^r sensitive to the Interactions between these two 
catoKorles of tasks. 

5. Developing Appropriate Levels of Response ; Not Infrequent ly, change 
makers ha\'e failed to be. cognizant of either the size or of the structure 
of the enterprise of change thoy fie(?k to administer. They have done small 
things; and expected large consequence*;. They have wished to achieve 
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Important results large and significant structures of a society 

but have failed to develop appropriate levels of response demanded by 
the situation^ Conf tguration mapping should enable the institution 
builder to become sensitive to the ''limits of possibilities** in a particular 
situation and to develop appropriate levels of response if commitments and 
resources for undertaking those tasks exist. 

Sr Promoting Pragmatic Orientation to Strategizing : A conf igurational 
map showing important individuals, formal and informal groups, institutional 
structurf>s and networks, and related subcultures, at the same time, should 
make it possible for an institution builder to develop a pragmatic approach 
to strategizing. He should be able to 3ee the absurdity of making' any 
a priori coinmttments to pi^ychological or sociological approaches or to 

4 

suggesting rational or purely human solutions. He may find it necessary to 
intervene in different configurations, at different levels, at different 
times or use different strategies at the same time. 

Some Configurations-Related 
Strategies for Institution Building 
Planning and management of djan^^may often involve a strategy that 
requires the synergetic manipulatior^' of all the four factors in CXJER model-- 
conf igurational relationships, linkages, environment, and resources. Or 
it may involve a strategy that requires the manipulation of only one of the 
four variables. Sometimes, that one variable may indeed be the only 
variable to \tfhich a change agent has manipulative access in that particular 
context * 

Configurations-related strategies are institution-builder's strategies 
pBr excellence . An institution builder, while ho must deal with linkages, 
environments, and resources, is primarily in the business of designing 
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functional configurations (roles, teams, departmental units, sections, 
divisions) within his institution; and launching his Institution, (Itself 
a configuration) without into the larger network of configurations (Interest 
groups, organizations, Institutional networks) In the society* 

It should *)e evident why the organizational elite use configurations- 
related strategies so frequently* Only the organizational elite have the 
authority to invent new roles, design new task forces or declslon^^maklng 
units and order new configurations of role relationships, This Is not to 
say, however, that configurations-related strategies are available only to 
Insiders (they are available to outsiders as well); or are available to 
Insiders only at the top of the organizational hierarchy (they are available 
also to those at the lower rungs of the organizational ladder)* A trade 
union organizer, for example, coming to an Institution to unionize employees 
of the Institution would be an Instance <xt an outsider Introducing a new 
configuration Intd the life of an organization. A discontented worker 
bringing together an Informal group of like-minded people to defend, to 
negotiate or to sabotage would be an Insider, without formal authority, using 
configurations- related strategies r 

Configurations-related strategies are often used by the organizational 
elite within organizations but these are not always wisely used because the 
so-called specialists themselves do not always know much about functional 
role and rule designs, about reconciling ability with authority and specialization 
with cooperation- We talk of aew organizational patterns but they turn out 
tu be the some basic pyramids studded with a few decorations such as 
committees, task iorces, adhocracles and the like. As practitioners we are.' 
oltcn organizationally illiterate and create configurations that are both 
conventional and clyfunctlonal , 
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Some Overall Configurations-Related Strategies 

In our discussion of institutional approaches to modernization and 
change, we made an analytical distinction between Institutional analysis, 
institution building and organizational design. Later, we suggested that 
when engaged in the processes of strategizing for I**B, It would not always 
be possible to maintain those analytical distinctions at the operational 
level* Many I^B strategies will have to be thought of along with the 
strategies for institutional analysis and organizational deaign.;.- and some 
will be dictated directly by the other two analytically distinguishable 
but coupled processes. In the following, while we have kept a focus on 
.I-'B, the strategies suggested often spillover into the two areas of 
institutional analysis and organizational design. 

In developing overall conf igurations-^related strategies, the basic 
objective of strategizing lies In creating organizations that are strong 
and responsive; are kept guarded, in their infancy, from volatile publics 
and competitive organizations; can relate functionally with institutional 
networks that would provide budgetary and statutory support; and, ultimately, 
can make client groups dependent upon their services. 

Some specific overall strategies related to conf iguratlonal relationships 
fnay be the following: 

(i) Building coalitions and collaborations with and between outside 
configurations to create more generalized commitments for change; and, at 
the same time, neutralizing competition from competitive conf igurationa or 
creating adjustments with them bftsed on a sharing of territories and clients. 
When choices are available, coalitions should be built with thoae institutions 
that have significant resources available to them to back up their commitments. 

(ii) Building new organizational configurations such as task forceei, 
coordination and advisory committees and other adhocratlc forms to manipulate 
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spatial and structural ordering of the Innovator and the adopter systems. 

(Ill) Activating Informal groups where none exists creating nev 
reference groups for participants In the organization and formalizing 
existing informal groupings to give thetn structure and-contlnulty. 

(iv) Expanding the decision-making network (for example^ by 
establishing a National Advisory Board of Education) so that policy 
making does not become too personalized and erratic but comes Into the 
public view* This Is especially Important In societies of comparative 
instability In political structures with frequent changes In their 
bureaucracies* 

Strategies at the Individual Level 

The essence of conf Iguratlons^-related strategies at the Individual 
level Is to help Individuals reconcile personal goals with Institutional 
goals; help each individual relate with change positively and without 
having to bear Impossible personal costs; allowing every individual to 
malce satisfying power transactions within the organization but not letting 
one Individual acquire total power on the life of the Institution. 
Specifically, the following individual level strategies may be appropriate: 

(I) Avoiding to create unnecessary Insecurities about jobs already 
existing within an organizational setting when rationalization, of jobs 
Is part of I-B, 

(II) Not discrediting everything In an organization *S past thereby 
contributing to the loss of a sense of personal worth among present role 
Incumbents who must often Identify positively with their past, 

(III) Removing ambiguity of roles; «nd, for each Individual^ 
articulating the social significance of his role In relation to the 
ultimate goals of the organization* 
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(iv) Assisting some in getting reallocated^ retraining others 
for new rolesi and discovering new talent. Demonstrating competent 
behavior and assisting different individuals to engage in competent 
behavior. This should lead to the development of new identities among 
individuals in the institution building setting. This should lead also 
to the internalization of nonmaterlal reward systems and to linkages 
with new reference groups that are professionally-rooted* 

(v) Not letting one individual dominate the total organization- 

Strategies at the Group Level 

The essence of conf igarations*-related strategies at the group 
level should be to formalize informal groups vhere necessary for 
continuity and direction; to create new and overlapping formal groups 
to bridge communication gaps and to generate new commitments; and to 
activate Informal groups to lubricate the system if there has been a 
hardening of the system's arteries. Specifically, it would mean: 

(i) Promoting informal groups to ineet the .personal needs of 
individuals within the organization. Howeveri such groups should not 
be allowed to develop ethnic, racial, or caste orientations* 

(ii) Promoting new reference group identifications enabling* for 
example, development workers in a country to identify with regional, 
national and international associations of developers, or enabling 
psychologists to relate with the national and international community 
of psychologists, etc* ^ 

(iii) Creating task forces and other formal decision making groups 
to promdt<^ constitutional (rather than authoritarian) decision making* 
This should improve the quality of decisions and, in the process, train 
more than one leader, thereby avoiding leadership vacua during the 
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institutionalization of an organization. 

Strategies at the Institutional Level 

Tho essence of configiirations-related strategies at the institutlonaX 
level must be to create appropriate institutional mechanisms, to locate 
them at the right level and place in the hierarchy, to demonstrate that 
they work, to design them so that they can be learning systems that will 
develop organizational intelligence over time, and to increase the 
probability that they will be come Inst itut lonallzed. 

The following strategies, appropriate for interventions within 
institutional structures, can be suggested: 

<i) Handling in smaller phases those big I-B Jobs that might Involve 
the creation of new organizational identities for existing Institutions. 

(11) Avoiding reinstitutlonalizin^ of what is already Institutionalissed. 

<lii) Within institutions yet in the "founder generation/'^ engaging 
self-consciously in rule making behavior and applying systematically 
infititutional rather than personal criteria in decision making. 

<iv) Bypa^ssing institutional networks which might strangulate a new 
organization. For <?xample, to bypass the stagnant bureaucracy of an existing 
ministry of education, an autonomous bureau of textbook research and 
publications may be created. Or the analogy of ''a city within £t city'* may 
be used to create an organization within an organization. The new organization 

S. Bhola, The India Education Project: A Case Study of Institution 
DuildinK and Organizational Oonflict > Blqomlngton^ Ind. : International 
lU'VOlopment Research Centert Indiana University, 1975, page 06. 
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may have different leadership, nev rules of operation, nev norms of 
professional behavlpr, Its own pool of resources, usln^ inerely the 
goodwill of the old organization and the use of Its Infra" structure , 

(v) In the context of technical assistance, using the "turnkey" 
concept of organizational design and Institution building, foreign 
experts, completely on their own, may make an organlssatlon operational 
and then hand It over completely to the local elite. 

(vl) Creating simulations to test the effectiveness of Interfaces 
between departments and divisions of an organization and making changes 
where necessary. 

Strategies at the Cultural/Subcultural Level 

The essence of configurations-related strategies at the cultural 
level must Involve making suitable differentiations between the cultural 
settings of I-B efforts; opening up an Institution to one particular 
subculture within a culture rather than to another; and making Interventions 
to change the culture of an organization Itself* For Instance, the mass 
culture and the elite subcultures within the larger culture must often 
be distinguished from each other for successful I-B- Secondary schools 
may be nev Institutions to a part of the mass culture, but only an R&D 
Center might be ;iew to the elite subculture of educatorsi Agein, the mass 
culture, generally, may be disinterested In the R£tD Center which may have 
meanings only for a group of organizational elite within the policy arena 
of education In a society. Suitable articulations may thus have to be 
created between Institutions and cultures. 

Specifically, the following strategies may be used: 
(1) Avoiding; borrowing wholesale job structures and role designations 
from one culture to be Installed In another. 

Si 
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(ii) Paying attention to the special status content of roles peculiar 
to each culture* 

(iti) Designing syfitems of incentives and rewards with due attention 
to existing cultural patterns. 

(iv) Relating each particular institutional strategy to the subculture 
that would be concerned and not respond necessarily to some conception of the 
whole culture* 

(v) Using organization development and sensitivity training, where 
appropriate, to change the culture of the organization* 

Linkages: Definitions, Elaborations ^■ 
and Applications in Strategizing 

Linkage may be defined as the stance between the innovator and the 
adopter that will enable information or Influence to flow if applied* In 
other words, linkages (or linkage networks) are the sociological equivalents 
of electric circuits through which current will flow if the plug is actually 
thrown. Linkages arc thus the social circuitry through which messages may 
be sent by writing, talking, sini^ing, shouting, threatening, arguing, 
persuading, and ci^ercing, 

Tvro types of linkages may be involved in a change transaction between 
an innovator and an adopter system, Linkag^^ w i th i n and linkages between . 
Linkages within should point to the need for making linkages effective within 
the innovator system and within the adopter system* Linkages between should 
point to the need lor building suitable interfaces and comminication channels 
between the innovator and the adopter system, 

Agtiln, linkttgcfi as social c'ircuitry may be of two kinds: formal linkages 
and volitional linkages. Forpial linkages are those that are established within 
formal social settings to handle information for operational purposes. Formal 
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linkages are role-related antT are often codified as rules* Volitional 
linkages are those established by Individuals or groups through their own 
volitions. They are, what we call, Informal linkages and are created 
to handle Information across roles, hierarchies and systems. 

Linkage Typing 

Linkage typing may be defined as the process of presenting graphically 
(a) linkages existing between and within the Innovator and the adopter 
configurations; (b) linkages which may be dormant and should be energized f 
(c) linkages that could be created anew; and (d) In soine cases, linkages 
that in&y have to be severed to Isolate resistance to innovation and change* 
The process of linkage typing should often be carried out concurrently with 
the process of configuration-mapping. 

Linkages and I^B 

Linkage management would always be an important part of i-B, In some 
situations, and within particular l-B episodes, llnl^ages may be the only 
variable change maker could manipulate* 

Linkages within an innovator system may, for instance, be in disarray* 
The literature on, what is called. Development Support Communication (DSC) ^ 
points to the fact that most developniftnt extension effort has failed for 
the simple reason that the federal government (or another central authority 
concerned with a progrom) failed to communicate with its own army of civil 
servants* This point is, again, brought home in a report on the 
communication patterns (or rather the lack of them) within the Bolivian 



^Erskine Childers and Mallica Vajrathon, "Support Communication in Rural 
Development Progrumtnes, A paper prepared fcr the 2nd World Food Congress, 
November 1970- <Mlmeo, 14 pages). 
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system of public Instruction^ that showed how the absence of well 
established linkages within the system made the delivery of services to 
rllent groups improl^able, if not impossible. The creation of linkages 
may constitute the chan*?e strategy In such i-B situations. 

In other Insttances, the creation of linkage networks within the 
adopter i^ystem may constitute the strategy. In aprriciiltural extension, 
health extension, and family planning this strategy is often needed so 
that the impact of the extension w<^rker could he multiplied both In terms 
of the flow Iritormatlon end relnforc^ements s;upplled by memborR of the 
i^roup to each othrr* 

The need for creating linkages between the Innovator system end the 
real client system is not always as obvious to the naive change maker as 
It might Bppesr justified st first sight. There ere too many examples of 
folders being printed for illiterate communities, posters put in the wrong 
places* 8grlcultural extension provided to landless labor and school girls 
lectured on family planning when the audience should have been thetr mothers. 

An institution builder cannot escape using llnkeges-^related strategies. 
Innlde the ors^anlzatlon he would be concerned with creating valid Information 
and making: both information f*nd attitudes part of the feedback loops pEolng 
beck to the centers of decision making' In relation to individuals^ ffroups^ 
institutions find communities outside, the Institution builder would again be 
engat^d in llnki^t^esTelated strategies — sometimes articulating and strengthening 
llnkQf^e^;, sometinaes doint; the opposite by severing linkages that may be 
emharrassln,;: and might uive the new organization a kiss of death. 



Max MehllK and Rex Rorex (with a foreword by H, S, Bhola), Communication 
and Information Noeds for Effective Administration of the Bolivian System of 

Public Instruction, Lr» Paz, Bolivia; Sun JoBe Slate University Foundation, 1974, 
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Some Linkages-Related Strategies 
for Institution Building 

When effective, linkages within the Institution clearly should serve 
(a) the operational needs of command and compliance, and (b) the human needs 
of the organization as community. Workers at the different levels of an 
organization should receive Information on the purposes of the organization 
and on the rationale behind more Important decisions which will promote a 
sense of community among the workers. This Information diffusion should.be 
undertaken both formally and Informally. While heavy Information loads should 
be avoided, It should be remembered that a lack of Information would surely 
lead to rumor^mongerlng. Structures should be created within which the upper 
level organizational elite meet the lower level workers within the organization 
and learn to take notice of each other. Thl6 will also. Inevitably, promote 
some useful Informal linkages. Coffee lounges and ^'suggestion boxes" can 
also be used to good effect.. Important Inter^roXe and Inter^level linkages 
may be codified; however, over-codlf location should be avoided. Filing systems 
should be appropriately designed to record the process of decision making In 
respect of Important decisions. This will make It possible to create and use 
organizational Intelligence. 

In the case of linkages between one Institution and others In the already 
existing Institutional network, and between an Institution and Its client 
groups* the purpose should be to build support for the new Institution and 
promote use of Its services by client groups. This should suggest the 
Importance of what has come to be labelled as "Developti^nt Support Communication.'* 
In the case of llnka^s between Institutions^ Informal linkages are also 
Important. However^ the need to use authorized spokesmen for formal Inter* 
Institutional linkages should be obvious. 
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Linkage maQagement and comminlcatlon within groups and Institutions 
Is an area that has generated considerable research Interest as also a 
full-tledged technology called organization development that a practitioner 
could put to use. The following would be found to be a comprehensive and 
useful source: 

R. Schmuck, Runkel, S. Saturen, R. Martell 
and C. Derr. Handbook of Organization Develop " 
ment In Schools . National Press Books, Palo Alto^ 
1972- 

Environment; Definitions^ Elaborations 
and Applications In Strateglzlng ^ 

Within the conceptunl structure of the CIEH model. Environment Is 
defined as the outer configuration beginning Immediately outside of the 
boundaries of the change transaction taking place between the Innovator 
and the adopter systems. Environment comprises the physical, social, and 
Intellectual conditions and forces that continuously Impinge on the 
Innovator system and the adopter system. 

Environments may be supportive , neutral or Inhibiting . 

Supportive Environments : Supportive environments encourage Initiators 
and Innovators to support innovations and adopters to accept them. The 
Russian Sputnik, for Instance, made the American environment highly supportive 
of Innovations In education. The environment almost becauie causal of change 
within the educatlonnl systeins, 

Heutral Environment : Neutral environments do not directly contribute to 
Innovation diffusion one way or the other. They exist but do not exert any 
presses and thus play no direct or a catalytic role In Innovation diffusion. 
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InhlbltlDg Envlrotiiaent : Inhibiting environments do not sanction 
Innovittlons and make target systema unresponsive io Initiators* efforts 
at diffusion. Pressey*s teaching machine, for example, In the Inhibiting 
environment of the depression years In the U.S.A. did not g;et adopted 
within the school systems. The chart on the next page should exemplify 
how the process of I-B could be Influenced by the environment In which 
It takes place. 

It has been suggested that while we are all alive today at the same 

\ 

tlroei we are not all contemporaries. Ins'tltutlon bullijers comprising an 
innovator system, especially within the context of technical assistance, 
may be open to one environment while the target system may be open to 
another environment as f oIIowB : 



Environment (l> Environment (2) 



1 , ^1 



Innovator 
System 



Adopter 
System 



t 



Figure 4. Innovator system and adopter 
system responding to two different environments. 

Environment and I^B 

To a change agent, at times, environment may be the only variable 
available for manipulation. ' There are Indeed change agents who suggest 
that instead of trying to jchange the cognitions or attitudes of people- 
often a difficult, If not sometimes nn Impossible, task one should 
chnnge the environment to which they will respond. Instead of trying to 
educate people to slow down on sharp curves on hlghwnys, one should build 
that portion of the highway with the appropriate gradient.^ They also 
Buggest thftt strategies Involving environmental manipulation are applicable 

also In social settings both at the Individual and structural levels. 

■A. 
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Figure 5. An exemplification of the Influence of social environment 
on the Introduction of oi^ganlsatlons within a social system. 
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Country/ 1976 


^nvlroninent Supportive oft 


Envlronsjent Neutral Toward: 


Environment Inhlbltlve of: 






India 


An Engineering . Research 
Institute for Import 
Substltut Ion 


A Medical Center for the 
Study of Water-Borne 
Diseases 


'Hindustan for Hindus 
Only" Association 






Tanzan la 


An Institute of 
' Community Development 
and Cooperation 


A Swedlsh-Tanzanian 
Friendship Library lor 

Adults 


A Center for the Promotion 
of Free Enterprise 






Bolivia 


A Certer for the 
Development of Natural 
Resources 


A National Institute of 
Public Administration 


"Bolivia for the Indians" 
Block 






U.S.A. 


An Institute for the 
Development of Anti- 
pollution Technology 


A Bertrand Russell 
Memorial Library 


A Nat-lonal Center for trhe 
Study 6f Bl^ck Genetics 





> 
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Some Envlroniaent-Belatod Strategies 
for Institution Building 

* 

Institution builders have to create Institutions that are responsive 
to the environment but this response has to Include a dialectic between 
the old and the new, between the existent and the Innovative* That Is, 
Institutions have to restructure the environment as they respond to It. 

They have to fashion new norms and needs and create new functions as they 

\ 

respond to existing norms, fulfill present needs al^d perform present 
functions. * ^ *• 

Envlronm^lit^relat^^cl strategies may fait Into two general categories: 
(1) Institution bodlders may seek to Isolate their projects completely 
from the fast changing and mercurial political environments surrounding them 
or may Interact selectively with guch environments; and <2) Institution 
builders may deliberately open adopter systems to new, more supportive 
symbolic environments. 

Institution builders must also project In their I-B plans appropriate 
organizational designs. Organizational roles and organizational rules for 
relating those roles Into structures are not objective, culture^free processes, 
In the process of transferring to a new environment, roles will get rounded 
off to suit the new cultural terrain; and rules will get stretched or a little 
bit truncated as they tak-^ to the new environment, IVhlle the Institution 
builder should take these facts Into account, he tmist also guard against the 
institution losing Its Integrity In the process of coping with and surviving 
In the environment* 

Specifically, an Institution builder may use the following environment^ 
related strategies: 
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(l) Avoiding pre-mature public interest, public scrutiny and 
possible public attack* The I-B project may do so by presenting a technical^ 
specialized Image and by generally keeping a low profile. 

<11> Relating selectively to one particular environment rather than 

to another. For example, the environment of training of personnel could be 

looked at much more carefully than has been done so far by Instltxitlon 

builders* If the Institution Is to help build professional self-concepts for 

the adopter system personnel^ they may be brought for training to a 

prestigious university In the donor country. If the project tasks are 

operationally delined and training la skllls-orlented ^ training may be best 

1 

provided within the task environment Itself. in some cases^ the training 
may be provided partly In one environment and partly In the other providing 
for both legitimization and transfer. 

Members of an organization could be opened up to new environments 
through well*^planned professional travel which may bring the organizational 
elite of the adopter system In touch with new environments and these 
connections may be sustained through participation In particular reference 
groups and professional associations* For example^ by providing support to 
members of the organization to buy memberships in professional societies In 
the country and abroad, an Institution builder may link them tc new reference 
groups and new intellectual presses, not available In the more inoncdlate 
environment . 





43 



page 42 ' 

Resources: Deflnltlops, Elaborations 
and Applications Id Strateglzlng 

The CIEE model distinguishes between six different types of resources 

arranged below according to the mnemonic device — CII^PIT: 

Conceptual resources 
influence resources 
Material resources 
Personnel resources 
jEnstltutlonal resources^ and 
Time resources. 

Resources are needed both by the Innovator and the adopter systems. 
Innovator systems need resources for promoting Innovations and the adopter 
systems need resources for Incorporating Innovations and maintaining them 
once they bave been adopted* 

Adopters may be seen to engage in a cost/return calculus in making 
adoption decisions as shown below: 
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Figure 6. Cost^return context of innovation adoption. 
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Resources and x-'E 

Resource^related strategies are many and quite often used by Instl* 
tutlon builders. One often hears of money being throffn at problems; 
equally often, of great social visions being starved for lack of material 
resources. In the area of Institution building a change maker, especially 
one working In an intercultural context, may find himself using resource- 
related strategies more often than others. Often resources way buy for 
the Institution builder opportunities for using other strategies related 
to configurations, linkages or environments* 

There are, of course, many more resource*:related strategies. Instl** 
tutlon builders may build conceptual resources of the adopter system by 
undertaking sizable programs of Inr service training for counterpart staff 
In tho host country. They may use inf luence strategies to browbeat 
resistance wltUln and without or tlioy may use future adopters as participants 
In tho definition of the change projects thereby building within them prior 
conir>ltiiients to adoption. They may provide loans and grants and send 
trained expatriate personnel . They may provide Institutional support from 
an existing^ well-healed| and well-functioning Institution to the new 
institution as the new institution goes through the process of putting roots 
In the ground* The provision of mall and telephone services and assistance 
with renting furniture and apartments by the local USAID or UNPP office to 
tho newly arrived project team would be exainples of such institutional support. 

Manageinent of ttm Itself would be a useful strategy. The manipulation 
of time by simulation should also be considered a rosource**rolatcd stratef?y. 
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Some He source** Related Strategies 
for InstltutloQ Building 

The overall purposes of resource-related strategies imist be 
(1) to ensure continuity of resources, (2) to expand resource availability, 
and (3) to budget and manage resources that do become available. The 
manageioent of resources must be considered In Its two aspects of (a) technical 
management , and (b) sociological management . 

Resource Continuity 

The problems of resource continuity are significant In terms of 
material and pergonnel resources- Institution builders must work to ensure 
the continuity of material resources for an organisation to survive and have 
the chance to become Institutionalized. In the university setting In the 
United States, the continuity of material resources may be discussed In terms 
of hard v«r3us soft money. In soiike developing countries, the problem may be 
posed In terms of appropriations from the plan budget versus the nonplan 
budget— plan budget being the more volatile part of the budget ^^'hlch may or 
may not be available during the next plan period or even the ne^cft year. 
In the context of technical assistance the sa^e problem may be discussed in 
terms of grants and matching funds. Typically, Institution builders would 
want their project budget to come from hard money (not soft money), from the 
regular, nonplan budget (not the plan budget for pilot projects). It should 
be pointed out, however, that the regular budget source may bring with it 
regular bookkeeping and drawing and disbursement procedures. An Innovative 
organisation tiying to promote new patterns of responsibility and decision 
making may find these traditional secretarial codes highly restr^lctlve. 

Endowment as a strategy for ensuring the continuity of material resources 
i& an excellent strategy but is hardly ever used as part of technical assistance 
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In the Third World, The strategy Is worth trying both with voluntary and 
public Institutions. On the other hand, Institution builders may deliberately 
subject an Institution to the forces of the marketplace by forcing It to seek 
all or part of the funds necessary for survival, periodically, on the basis 
of services rendered to client groups. This may not promote continuity of 
resources but may promote Institutionalization of self-reaewal and responsive- 
ness within the organization. 

Continuity of leadership and staff within newly established organizations 
fihould be an Important consideration for Institution builders. Good leaders 
are in great demand and are likely to move to other responsibilities oftener 
than others. On the other hand, the deadwood within organisations stays 
forever. The question then roally 1^ of ensuring the continuity of good 
leadership and good staff. Two general sets of strategies are possible. One 
SiCet of strategies would be structural. These my Involve long-term, legally 
enforceable contracts between employers and employees. Collaborative decisions 
roay also be made In regard to appointments and transfers of government 
officials across various departments of the government. The other set of 
stratefCles may Involve psychological contracts and psydiologleal rewards for 
tho*ie organizational elite that seep Indispensable to the new organization. 

?.Mltipllcatlon of Resources 

Willie institution builders may seek to claim larger budgets from the 
public or private bodies sponsoring them, other strategies for multiplying 
resoui*ces ore also available. For Instance j cognitive resources of an organi- 
zation roay be multiplied by hiring consultants or by establishing advisory 
committees on which professional people irom the community could sorve . The 
local or tJie regional unlvor^ H y could bo Invited to conduct faculty and 
s^tudrnt research u« topics relevant to tbo needs of the organization and thereby 
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contribute to the cognitive resources of the Institution building project. 
Use of volunteers Is a typical strategy for multiplication of personnel 
resources. Unfortunately, In many countries of the Third World, government 
rules may Inhibit use of volunteers or acceptance of community gifts* 
Change In these rules may be part of the Innovation package In such Institu- 
tion building situations* 

Multiplication of Institutional resources by using the Institutional 
resources 9^ other Institutions In the network Is often a neglected area. 
For a new organization, sharing of duplication, mailing^ and transportation 
services with an established Institution would be an obvious possibility* 
In the technical assistance setting, sharing of the commissary^ of housing 
facilities, and furniture rentals, cable and xeroxing services may mate 
most Important contributions, howsoever trivial these may look to be at 
first sight. 

Coalitions with organlzsktlons In the area doing similar work should 
be made <ft) for defining territorial Interests^ on the one hand; and, on the 
other {b) for pooling resources of different types. It should be understood 
that faring resources creates shared commitments. This should be an 
Important consideration for Institution builders. 

Management of Resources 

Institution builders must pay due attention to the management of 
resources In both aspects of (a) technical management^ and (b) sociological 
management. Institution builders must deal with the technicalities of budget 
making, it Is not within the scope of this paper to discuss the concept of 
prograin budgeting as distinguished from annual or biennial fiscal budgets, 
but Institution builders on large-sized and long-term projects must study 
PPBS approaches. 
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All program Items that will need to be Implencented, must be budgeted 
for. For example. If evaluation Is part of tho plan, It must be supported 
with funds, and not expected to be piggybacked on some other part of the 
program. Funds for unforeseen contingencies should be provided for In the 
budget, and re appropriations between budget heads ehould be comparatively 
easy* Program Evaluation and Review Technique (PERT) Is another technical 
tool of management that Institution builders should be familiar with. 

The Sociology of Resource Use J^ 

An Important challenge for Institution builders would be to accommodate 
the sociology of resource use In tlielr overall management of resources. An 
organization, for Instance, may not use cognitive resources, freely available 
within Its Immediate environment, because It might be seen as an admission of 
Ignorance on the part of the organizational elite. On the other hand, the 

r 

provision of a certain number of man-months for consultants In the budget 
may force the organizational elite to bring In consultants even when they are 
unable to use them. 

The management of Influence, again, would present an Important challenge 
to Institution builders. Avoidance of formal endorsements of political 

opHoraiors should be an obvious strategy. Within systems of Institutionalized 

■t' 

Instability, where regimes keep on changing frequently, too articulated an 
association with any group of persons may have to be avoided. 

In connection with the managontent of material resources two Important 
considerations may be stated: (a) the concept of toleration of Innovation; 
and (b) the hypothesis about the nationality of money. Adopter systems may 
tolerate the Introduction of an Innovation If they see the Incidence of costs 
of an Innovation to fiomeone other than themselves. In the international context. 



49 



page 48 

Institution builders may find that monies have nationalities. American money 
received under a technical .aS£!lstance arrangement may boco^ne subject to 
different criteria ot expenditure than money from the local governinfent 
treasury. Thus money available^ under multilateral assistance from 
UN-af filiated agencies may bo treated better than bl-lateral assistance 
since the former may provide the re6^pient with some "donor" feeling. The 

\ 

organizational elite, at least, are aw^re of the fact that all member states, 
howsoover poor, make contributions to /h^ UN and Its affiliated agencies 

' \ 

and contribute to this donor feeling. One^^ strategy available to donor 
nations may thus be to pay assistance Into a central source and have the 
various projects draw their funding from the central budget. This will, 
undoubtedly, generate a different set of problems. 

Within economies of scarcities, a foreign assistance project may 
create a miniature goldrush. Provision of tools and equipment such as 
landrovers, duplicating machines, electric typewriters, radios an<t tape*' 
recorders may create effects and uses very different from those Intended. 

Institution builders working In the Third World under arrangements of 
technical assistance may discover that International projects with all tbelr 
visibility and prestige may attract not the most competent, but ^he most 
Influential. Such persons. If found Incompetent, may bo the hardest to 
dislodge for the same reason. Again, while material resources may be avail- 
able for staff recruitment, no suitable personnel may bo available In the 
Job market. 

In building organizational coalitions, Institution builders must keep 
In mind tho personnel resources of the organization with which they are 
seeking collaboration. A ministry of education, for example, may have 
thousands of college graduates working for It as teachers and principals, while 
a ministry of rural development may have no more than a hundred such personnel 
working for them. 
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Training oi Personnel 

One ot the most widely used personnel-related strategies Is personnel 
tralnlngt Institution builders should recognize the fact that selection 
of candidates ^or "foreign training" provides the organizational elite with 
an opportunity for the distribution of patronage, and thus Invites politics 
of selection* Foreign training often prepares the traia^ for a better-paid 
job elsewhere! -The same elite who first sent him for traln3tng abroad, now 
lot him go to take a better paying job in another organization- Training 
strategies may be designed so as to provide most training on tlie job In the 
host country* Such training should be provided to a large number of people. 
Where training must be provided abroad, legally^enf orceable long-term 
Contracts mst be developed and training should, generally, not lead to a 
degree* 

Time As Resource 

Finally, Institution builders must develop proper relationships with 
time* Adopters must be provided appropriate response times to new things 
and changed circumstances — to the now hybrid corn, to the toleptione, to the 
gasoline shortago£=. 

Synergy and Probability 

We have treated C, E, and R separately In our discussion above. 
We have also suggested different strategies related to C, L, E, or R. In the 
real world of decision making and strateglzlng, the four factors in the CLER 
model will be seen in at-once-ness, and strategiejs will have to bo integrated 
synergetically t 

The probablistic nature of the institution building process must also 
be understood* Use of the CtER wodel in developing various strategies will. 
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only Increase the probability that a nev organization launched into the 
institutional space within a society will find acoonmiodation and adjusttoent 
within the new institutional network. The probablistic nature of the 
institution building process also suggests some important considerations 
for evaluating institution building projects and efforts* These will be 
referred to in the following section only briefly. 

Evaluating Institutionality 
The interest in institution building has led naturally to the 
concept of institutionality and the evaluation of institutionality* Let 
us suggest that the present institution building perspective in talking of 
institutionality has created a conceptual entity but has failed to oper- 
ationalize it« 

Institutionality 

The literature of institution building suggests that an organization 
should be considered to have acquired institutionality when it can be 
asserted that : 

^at least certain relationships and action patterns incorporated 
in the organization are normative both i^ithin the organization 
and for other social units^ and that soine support and comple*- 
mentarity in the environinent has boen attained*^ 

To evaluate institutionality^ this definition must bo operationalized. 
Haiison who is considered by some to have done the best work in operation- 
alizing the concept of institutionality has suggested the following criteria 



"htelvin G, Blase, Institution BuUdlngt A Source Book . USAID, Washingto 
1973, page 277. 
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of Instltutlonallty: (1) the uso made by publics of organizational outputs 
and services, (2) verbal approval from these publics, (3) survival and 
growth of the organization, (4) support from other organizations, (5) auto- 
nomy, and (6) spread of Innovative norms to others within the environment,^ 

While these statements do unpack the concept of Instltutlonallty they 
don't really operatlonallze It* There are several problems. What consti- 
tutes acceptable use of organizational outputs and services? What are 
legitimate users of outputs? What frequency of verbal approval through 
what channels Is a sign of Instltutlonallty? What constitutes support? 
Whttt Is tlic yardstick of autonomy? What constitutes satisfactory spread 
of norms? What Institutions at what level arc good candidates to receive . 
this spread effect? In addition to problems of crlterloD-*reforonclng| there 
are two most serious problems with any evaluation of Instltutlonallty rela" 
ting to <1) Time, and <2) Causality, 

Tim e 

The question Is: How much time do you give to an Institution to 
acquire Instltutlonallty? Ir the Instltutlonallty test a speed test or a 
power tost? Do you measure Instltutlonallty after a year, or two years, 
or five, or ten? 

Causality 

The second question Is even more Intractable* How could we assunie that 
the particular Institution being evaluated for Instltutlonallty Is the sole 
and direct source of the norms which this Institution now sharCfi with other 
Institutions? Isn't It possible to assume that a set of other Institutions 

^ Source Book , page 281, 
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acquired the norms In question from a source other than the Institution 
being evaluated and In fact relnfo-^ced the' normative structure of the Insti- 
tution being evaluated rather than being Influenced by lt« 

Instltutlonallty potential 

In the circumstances, It might be useful to think of toeasurlng the 
''instltutlonallty potential" of an Institution at a particular time rather 

than evaluating Instltutlonallty as such« Such an approach makes no assump* 

I. 

tlons about causality, talks In terms of probabilities and releases us from 
the time- bind* An Instltutlonallty potential ^oflle (ipp) could be developed 
that could allow asslgnnvent of weights to various Items on the profile for 
the probability of aix Institution acquiring Instltutlonallty to be computed* 
Such a profile could Include Items related to the goodness of Institutional 
analyslSi appropriateness of organizational design and the resulting orga- 
nizational capacltyi and, flnallyi Institution building possibilities* 

Concluding Remarks / 
Xn this paper, wo have suggested xhat Institutional approaches to 
Innovation and change Include In fact three different processes of Inter* 
ventloni namely: (a) Institutional analysis, (b) organizational design^ and 
(c) Institution building. Wef have then Introduced the concept of the 
grammar of artlfactual action Involvlagi again, three Interrelated processes 
of (l) orderlng/relatlngi (11> typlf ylng/hypotheslzlng| and (111) expei;lenclng/ 
correcting. We have suggested that this generic grammar could be used In 
planning and strateglzlng for all the three categories of Institutional Intex^ 
ventldns* The Oonf Igaratlonal Theory of Innovation Diffusion (or the Ct£H 
Model) has been Introduced as the tool for handling detailed analysis and 
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parsing of the change dynamics under this generic gramtnar* The four 
variables of the CtER laodel-** conf Iguratlonal relationships, linkages, 
eu-vlronmoni and resources^^have been used, in turn, to develop general 
st'r&leegles for Instltutlop building . Similar applications of the CtER 
model to Institutional analysis and organizational design will be attempted 
later as part of this series of papers. 



